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- THE FLORIDA LINKING SYSTEM TRAINING

Training OverView
‘A set of modules wera developed to introduce school personnel to
some methods and resources_Ior schooi problem solving and staff development

skills. Emphasis is piaced on communication techniques, data gathering,

_problem analysis, decision making, goal “ident{fication and adapting>soiutions

to p:schooi's own situatton. The training is designed to be done in teams of
of four to six persons, each team representing one school. 'SChooi ierei
memggrs of the team, gre the principal and two or three teachers. Other
team members are any or all of the fo1iowing' a district level person
(linking aofnt or curricuium supervisor) a parent advisory counoii member,
a university technical assistant, and a Department of Education technical
assistano. A central purpose of the trainidg i§ to enable participants to
become mpre effective group members. '

fraining actimities are'designed to fove the individudi's attention
from his own perceptuai field and personai processes as a data gatherer
to the processes_of other ipdividuals and to the group. The focus of ’ "
attentjon aiterndtes between-seif and the group. -The individuai'is given f\
guidelines for mdnitorirg his "seif"'whiie attending to tﬁe;group process,
and graduaiiy he becoées more aware of'the sociai dynamics of the present .

situation and of their effects on him personally, on-other individuals in

the group, and on the grpup all together. He 1s constantiy reminded that
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. hé is a social being. He watches how his.own behaviors re]ate:to and

influence the system, and he has oppartunities for reflecting on how
. ‘ . ‘
he should change himself to become more influential on the system,

- , o) 5
Training modules . ' 7 ) NV,

The odules are cach about one and ohe-han'hoursllong and are meant
#0 be sequenced when .used. While each module, focuses-on specific topiqsf

the-t0pig3 intentionally oyeﬂlgp from one module to the next, so that both

&

the contents of the training and its effects are cumulative.

Each module has specific objectives, and all modules together have

the objective of breaking down the inﬁahgib]é\barriers which'separate

b " people so that trust and "grdupness"'dévelopsv The product of the train-
ing is not so much cognitive gain as it is an increasing awareness of one's
/perceptual field, the differences‘yetween the perceptual Tie]d§ of individ-
uals, and of how these differences alter group life. .
The activities are strdktured andafdﬁzfully.timed. Theory.is combined
_ < p _
With practice in each session through a "DO-LOOK-LEARN" strategy. The
' "DO-LOOK-LEARN" approach can be described as: , ~ . -
o DO: A situation. is created in which the focus is doing. Engage
in activities, given all or some of the following: a situation,
a task, a document, some criteria, a confrontatior. - - sJ!
+ LOOK:  Look at your self doing. Examine the activities, make judgments'
about- what happened, apply evaluation criteria, reflect about
why things happened as they did.) o i
LEARN: Decide what you have learned to do differently. Learnings are ’
. absorbed by Tinking the activities to own situation, by using
* theoretical 1nput§/to undeﬁstand the activity, by making
[ ] . .

!




decisions wbout how the insights gained can be adapted
and modified for issues in the back home situation.* .

o L The "linking" aspect of this approach is especially importapt in

helping individuals re]afe the skills learned in this-workshop to the

problems identified in their back home groups .,

The modules for both participants and trainers have been field testhd,
- .

. <« “having been used in a/yontinuéus sequence. for five or six days, through

27 modules. Teams were taken away from the home settﬁnq. . This freed

. ] s
participants fromextraneous responsibilities and allowed an intensive

, training experience. The only obligations of the trainees were to ﬁhgir

'd

- [N .
Leams and their own development). These arrangements were as much a part
. - 7/

—\ 7 of the design as any of the paper or auydio-visual materials. ** ,

_ T{glnors A ’ - . 0 . 4 - -
' <i; lhe modules are not sé]f-instructiona], but are designed to be imple-
- . \
|

o . ! )
mrted by traiﬁgrs with group process skills. A group of consultants with such

skills from districts, uhiversities and the Department of\Educatioh have been
L}

prepared tor conduct these train{ng activities. Their names can be obtained

from the Office of Fducatiomal Dissemipation/Diffusion in the Florida De-
' A e ' '
partment of Fducation (904)487-1078.

~— 4 * y,

v, ) . “—

/

.

*Preparing Educational Training Consultants (PETC 1), Northwest
Regional Educatjonal Laboratory, Portland, Oregon. a
\ v k!

<

. s . )
**At the present time, any ether sequencing should be considered. a
. field test, and arranged.accordfngly. “ _
. _ \\ | .
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Myailability of Modules
v . < . . )
Training modules, hoth participant version and trainer version, may be

) .-" otained at cost from: \\\\““ﬂl'

Panhandle Area Educational Cooperative

411 W. Boulevard South ‘ : DR
Chipley, Florida 32428 - .
(904)§38-4131 . .

‘!

© Please specify "Trainer" or "Participant” modules, as well as

-

"Flementary" or "Secondary" versions.
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HODULE )

Introductory Modu]g ’

Elementary and
Secondary versions

Orientation

PURPQSES

1) To provide'an overview of
the Florida Linkage System,
its resources, processes
and objectives.

2) To provide some practical’
examples of faci]wtat1ng

. and ]1nl' g.

" 3): To help part1c1pants decide

_whether they wish to utilize
the resources to undergo the
training enta11ed :

1) To provide an overview of
- FLS training, and of ‘the

system's dependence on the
skills and talents of
participants.

2) To enable partictpants to
become better acquainted.

3) To develop clarity about
what is needed and wanted
from the training and the
participants during the
workshop,

1)

<

EXPECTED OYTCOMES

“Participants will express a
‘general knowledge of FLS.

Participants will develop
an understanding of how

" FL'S can work in school

settings. .
Participants will set dates

-for. subsequent training.

The participants will exp¥Ess.1)
a 'general understanding of the
purpose of FLS and of what it

1)

can and cannot do, in a general

way. .
Participants will feel more
comf

the workshop

Participants will experience .

greater clarity about the

processes of the ‘training and

table within the group,
"have a sense of membeﬁvhjp in

2y

USE IN THE SCHOOL
. / !

Resourges of FLS -are

for the purpose of

improving school

decision making skills;
L

~ N\

. e

The resources of FLS are
for the purpose of school
improvement in basic
skills. 1}

The training models two

data-gathering techniques|.

which can be 1mmed1ate]y

- adapted for classroom

feel committed -to participating

]
the interviews and thewf
contracts. ,

. 100%. Products: Interviews
- . and Contracts. ' ’
¢ \ -
Ve . ¢ . .
‘ ) X L
—

’

4



. MODULE PURPQSES o ’ - EXPECTED QUTCOMES USE IN THE SCHOOL
. Problem 1) To provide an overview of 1) Participants will demonstrate 1) Participants have an .
Solvin ‘ the strategies and techniques awareness of some strategies overview of hoWw FLS ?
. STmuTation « +~ used in the training. and techniques which will be operates to assist with '
ETementary and <\u 2) To provide examples of used in the training, and name a multitude of common
Secandary versions faciittating and linking. i some examples of facilitating  school problems. ' ’
3) To begin a study of own and Tinking from the Bridge- 2) The wbrksheet ,presents /
' situation ton example. some key concepts of ' )
. 2) Participants will be aware of  MroBlem analysis whith
v : { some organizational needs j can bé adapted for
| the school, as perceived .by classroom use. - 1_
staff members. : -
3) Participants will be aware of
*  some problem solving Strategies
g which may be applied.to various
- situations. \
. ® Products: Worksheet *
.3." The School As_-A 1) To begin a study of the 1) Participants will share . 1) Techniques and cencepts
Social System school by examinifg its with one other perceptions for, analyzing the.school |
goals, functions, and about the school social social system can be used
“communications patterns. system. - * both by faculty teams .
’ 2) To study the operational 2) Participants may express and in the classroom with _
characteristics of human _greater clarity about how students, ‘ v
Systems, and compare them- the resolution of _ 2) .The Bolmah Model is a
to the school :setting. organizational problems generic tool which can bej.
. 3) To begin to practice will facilitate the ~ . ~ practiced in a var1e%y of| .
.- using the Bolman Planning resolution of other situations, and ™
. Model. ' problems. appropriate for use 1n
g 3) Participants will begin to classroom. .
. ~/ specify ' conflict issues i . ;T
the school, Product: The o
- - N shared analysis of the 2
school's social system, . - .
-7
Ve ) . - .
. _ ,
., NS N
< ' ! * 4 !
. \/ A "\.'1- L N\
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MODULE = o

Communication -

A

SK1s :

. Feelings and

Perceptions

PURPOSES .
- - .).\‘ . .\
1)'To,begiﬁ to clarify the '
characteristics of the social
systems in each school. -
2) To practice communication
and group process skills.
3) To acqufre a variety qQf
perspectives on problems.

1) To increase the partiti- |
¥ .pant's knowledge of how he
or she works.in ‘groups.

2) To reflect onh déesired changes

tn communication techniques
3) To facilitate partivq ant's

openness to one anothe
4) To increas€ the participagt's

awareness of additional sources

of# data.

EXPECTED OYTCOMES °

1) Participants will feel more
clear dbout what.the proplems .
in the school are and ho they’
are viewed by others.

2) Participants-wil] be aware of

~additional skills for helping
the group, process. . . - \
Product: A list of facts and .
-assumptions &bout'each school

situation.

1) Partjcipants‘will;acquine a

* deeper understanding of the-

“® roles of feelings’, perceptions,

and sharing in the development
. of team work. } . -
2) Teams will begin to exhibit
signs of group cohesion, such
as spending free time together,
the inttiation of personal
a « and so-on. .
roduct:. Fluent verbal .

L2 )

communications. . 2,

" classroom, using a variety

USE IN THE SCHOOL’

A1 the. techniques used
in the session could be
applied to the school
for use with either
faculty groups or in the

of subjects.

-
~

Al the'techniqueé used in

‘this session can be adapt- |

.

ed for use in the class-

room or with faculty teams.'

(Groups should be caution-
ed, however, not tg use
this sessjon with a group
which has not already be-
cdhe .well acquainted.)

.

&
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MODULE

’
* 2

6. Principal's
. raining for

Prolect M
Leaders ig

v f
)

7. .Management

. Theory and
Developin
Cdnsensus

on ‘Goals

PURPOSES  ~ - EXPECTED OUTCOMES ~ ° ,
3 ' . ’ . ) 3
1) To introduce some theories 1) Principals will share their
which affqct the climate . problems and concerns related

and productiveness of groups. to shared decisidn making and
2) To introduce sonie techniques accountabdlity. -

which facilitate group 2) Printipals will express a

consensus. reater understanding of the™
3)-To prepare principals to . role of expectations on group .

serve as team or workshop awproductivity, - .

leaders during MODULE 7. | 3) Principals will express a

willingness to try out the
ideas ‘presented in MODULE 7
in the workshop and back home.
- _ , Product: 1) A score on
- Co " Blake's Grid, 2) Awareness of
i " McGregor's theories, 3) A

\‘;‘/) | list of favored strategies
) . for developing grou;\ consensus

efficiently.

' 1) To provide an Ppportunity 1) Participants will express both-

for reflecting

theories for organizing and - and great anxiety: they will
managing human systems. "' -uhderstand the responsibility
2) To.practice consensus ~ which has been giwen to them,
building techniques. . to share in the ultimate
3) To focus on problems with decision-making.
a high probability of 2) Participants will have new
success. ' skills for evaluating goals;
4) To begin to think about 13) And for sharing data about
strategies for achieving goals. S
\#fve goals. Product: A list of priorities

>
A}

o for each school.

USE IN THE SCHOOL

1)A11 of these techniques
can be adapted fdr use
with the school faculty.

2)The group consensus
techniques can be used
with pupils in the
-cHissroom.

‘ot
¢ .
}’ .

These techniques. can be

on ideas and great enthusiasm for the system, adapted for use in faculty

meetings. A more simple
adaption could be used
in the classroom.

s
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+ . MODULE - PURPOSES ' EXPEQTED QUTCOMES . USE IN THE SCHOOL

\ /
8. Skills for
Facilifafing

and Linking

9. Individual
T Grovps

10. Concepts &
Skills of
FeeHBacE

Y

0

2)

1) To provide a theory for

2)
3)

1)

A

Participants will be more -
clear about the role of the.
facilitator and about the
issues.involved.

Products: .Lists of issues,
concerns and skills needed.

To identify the personal.
issue, concerns and problems
which are associated with

the adoption and implementa-
tion of innovations.

To identify skills needed for
conflict resolution and problem
solving. ' . A

1)Participants will express
ncreased understanding of
selves and teammates.
2)Styles which tend to be
. 'excessive and produce
..obstacles to effective
; teanwork will be altered.

understanding the individual
behaviors which facilitate
© group work. ' '
To focus on the strengths of
each individual. '
To plan for developing
needed styles/skills.

T0 begin to develop a redular 1)Participants will feel closer
norm and process for sharing * to other group ‘members,
feelings, concerns, resources 2)Groups will demonstrate great-
To practice giving and ,__er group cohesion. * ’ .
receiving feedback according “3)Participants will express
to guidelines for improving - appreciation for the guide-
interpersonal communications. 'Jinesij Product: Easier

. - verbal~communications among

participants.

The technique 4f role
playing to dramatize _ :

issues, concerns and need-|" -

ed skills can be used in
staff development-activ-
ities and in the classroom|

1)The LIFO can be used.

among faculty as a staff
development activity.

2)The theory can be useful

for understanding pupil
behavior, and techniques
for changing it.

.Foliowing the guidelines

will make .any feedback

. session more productive.
.This should be encouraged | -

in the classroom, both

. between teacher and pupil,
.‘as‘well as among pupils.

-t
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13.

MODULE

L]

Privritizing

Goals
20a1s

Decisions -
Based On

Data :

Defining The

Problem
dj

PURPQSES

»]) To develop goals. )
2) To practice Systematic
pridritizing.

3) To begin to select Strategfes

4)- To practice brainstorming

1)
2)

EXPECTED OUTCOMES ‘

Process skills for prior-
itizing . T

The sharing of rationales
Product: A Tist of prior-
ities and strategies.

1) To understand the'diétinction 1) Participants will feel more

between "needs" and "wants"
2) To provide guidelines for
+ evaluating data

3) To practice listening skills.

[

. 1) To practiceIWriting a

problem statehent
accorging to guidelines
which include four
, Criteria, -
2) Yo practice helping skills
‘which facilitate problem

~~ identification. '

2)

1)

confident of ‘their
make teacher educati(
recommendations, and this
confidence will be reflected
in their more active partici-
pation in the group's.
activities.

Participants will demonstrate

bility to

increased interest in gathering

‘and analyzing data.

Participants will experience
greater clarity about how

. problems can be defined.

2)

"Participants will feel confi-

dent in applying the guidelines

to real situations.
Product:™ A definition of the
Dobbleganger's problem

‘according to the four_priter%a

in the guidelines.

' ¥

USE IN THE SCHOOL

These techniques can be
sed in, the school and
alassroom. ;

3

This activity can be’
adapted for use in the
classroom by changing the
content subject matter of
the examples and role

play. \ -

Theée guide]ine§ and help-

.ing skills can be used in

the school with the fac-
ulty or in the classroom.
In the classroom, the
teacher can apply the

guidelines to various prob}.

lems, ar adapt- the guide-
lines for use with and”

+ by pupils.

-



%« T )
: [ : .
’ \5 h ’
) ~—d — N - s
MODULE PURPOSES EXPECTED OUTCOMES USE IN THE SCHOOL
14, Force Field . 1) To practice the principles 1) Participants will feel confi- : Tﬁds tecnhique for prob-
Analysis ' of force field analysis. dent to practice tHe force. . Tem analysis may be used
~ field. on a greater variety of
2) Participants will acquire new problems, and it can be
skills for determining if. adapted for use by pupils.
/ additional data is needed, and
" what the data should relate to.
' Product: A force field analysis -
of the Dobbleganger.Problem. ) -
v | 15.7 The RUPS To introduce the RUPS ~ 1) Participants will experience The RUPS can be helpful
;3 _Hoael model, to study and greater clarity in understand- in assisting the faculty

ks

16. DeQelo ing . f, 1)
An ch;on o
PTan and f

_:_n__gU.e finin 2)
oles ‘

practice applying it.

. . v

To focus on what train-
ing and action should be
taken by each team member.
To develop clarity about
each member!s roke in the
next steps.

ing the problem solving process,
their role in it, and strategy

. options.

Product: Two worksﬂ%ets for
understanding the -theory, and -
a checklist for diagnosing the
participants's own situation.
(The latter helps the-partici-
at the present stage of prob-
lem solving.) s

]
Participants experience clarity
about what is to be done, the
needed resources to do it, and"
the responsibilities of each
member of the group. ‘
Product: An action pla
each wchool team.

. .

‘ .

for

with understanding the
problem solving process.
The ideas could be adapted
for use with pupils.

«

The* techniques used 1in
this session can be adapt-
ed for use.both in an in-
service context and for
faculty planning. They
can also be adapted for

" use qith pupils.

o 91

o ]
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' MODULE PURPQSES EXPECT;D QUTCOMES « USE IN THE SCHOOL
| 'x , | ‘ o | i : : 2.
17. Exploration of 1) To simulate linking 1) Participants increase The 1linking concept s
Alternatives . 2) To provide specialized understanding of what basic to understanding
e Mini- training. " Tinking is and how it the FLS plan for schoo] *
essions ' is helpful. | improvement” _
I . 2) Participants acquire
‘ special skills needed: a
) for specific tasks
identified in the team's ' ¢
' action plan. g
Product: Vary
A according to mini-session
n which is attended.
18. %}%E%%El%g- 1) To share learnings Participants express Sharing of training and
REVTEESFTEhs - A2) To review "back home" appreciation for and applying it to school
resources increased understanding plans can be a useful norm
3) To practice team of the linkage concept. for a staff to cu]tivate
. building skills. Product: A revised
action plan.
19. Linker To prepare linkers for - Linkers'wil eipress setf This is a central part of
Training leadership during the confidence in their ability the linker's "real world"
- next module. ? to serve as trainers during task in the FLS.
the next session
) 2
23 ]

P
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21,

no

22.

23.

. MODULE

Sy

Or ahizin
A EinEa e
Su5-§xstem

Cont}ngency
PTanning &
rouble "

Sﬁooting

Reporting and

Assessin
- Processes and

Results

-

" Matching the

Solution to +
the Problem
Elementary &
Secondary versions

1)

2)

1)

1)

2)

.for teamwork to assess

PURPOSES EXPECTED OUTCOMES -

.

Participants will express
feeling more securely.
organized. - : s
Product: A revised and .~
expanded action plan whigch
includes planning for the

To enable participants

to develop an effective .
communications network.

To revise plans in
accordance with

research criteria.

‘ ~ needed communications
network.
. ‘ ! .
To develop- a broad . 1) Participants will be aware

of additional constraints
. and options in the system,
They will increase "trouble
shooting" skills,
Product: Contingency plans
and a.summary plan.

checklist for "trouble
shooting" the proposed
plan. 2)

To share plans 1)
To achieve closure

of the workshop :

To record the school®s 2)
plans. :

increased commitment to their
plans. ,

They have a sefise of*psycho-
logical completiop regarding
the workshop. ¢
Product: A group report of
the team's plan. ‘

Participants will feel more
confident of their ability to
assess options. =
4 Product: A completed Produc
Description Checklist.

To introduce a process

an innovation (solution)
To introduce the Product
Description Checklist

ey \ i oA

N

. immediate .back home‘

‘project. _ &

Participants will experience = The plan and commitment

- educational products.

A - B
USE IN THE SCHOOL

The plans produced during
this module are for actuall

app]icabi]ity.i'

’

This plan and these
techniques increase the
team's probability of
carrying out a successful
back-home improvement,

to it are essential tg thej.
team's participation in
a school improvement p]an.ﬁ

’

These skills and processes
are useful for assessing
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MODULE
24, -Plannin _
: for -
. Implementation

Elementary &
<, Secondary version$

25, Influencing the
Faculty

]
oad
T

%

—wm  PURPOQSES

" 1) To assist the team with
- developing a plan for
implementing and evaluating
the solution.

1) To review basic principles
of influence and problem
solving.

2) To develop strategies for
dealing with faculty

resistance to change. p

EXPECTED OUTCOMES /

The team will be clear about
schedules, tasks, roles’
constraints, and resqurces
regarding the adoption, and
know what is the criteria for
evaluating its effectivenéss.

Product: A plan for
implementation.

AN
Participants will express 1)

feeling more confident of

their ability to influence

the faculty.

Products: An analysis of . 2)
the team's influence in the

-school, and a list of

strategies to. use in the
school. N .

' _ g b
v USE IN THE -SCHOOL

Implementation of this
plan will produce the
data which determines if
the adoption is indeed a
solution.

The reviewed problem
solving skills are needed
for many stages of the
FLS process. .

The development of a
demonstration site for
the innovation in the
school is the most certain
means of influencing the
faculty, and should be-
come the goal of every
team. ]

\




